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THE AMERICAN BUSINESS SYSTEM Thomas Cochran* 


Cambridge, Mass.: Harvard University Press, 1957. 227 pp. $4.75, 


Bigness and the managerial system together were the fundamental 
business development the twentieth century. They had their 
logical and business change few the more obvious relationships 
are: increasing complexity all administrative problems, increasing 
research activity, new business organization take care higher levels 
production and sales, new building materials and forms trans. 
portation. Capital investment, productivity and obsolescence depended 
the rate and character technological change. 

order understand the response business these physical 
changes necessary know their history. Important because 
immediate effect the business structure and capital investment were 
the development electricity, mass production the automobile, the 
shifting the steel industry the open-hearth method, the expansion 
the chemical industry. 

The rise the large business corporation one the major 
changes history. Technological change was only one the factors 
leading bigger organizations. commanding position the market 
was often the major incentive. The pressures competition and the 
possibility exploiting increasingly great national market led 
series corporate mergers the 80’s and 90’s that resulted clusters 
big firms. the period from the turn the century World 
War business became involved with steady pressures for social and 
regulatory legislation. Federal court decisions from 1914 1930 con- 
tinued emphasize the fact that antitrust laws were seen 
barriers against the continuation oppressive forms monopoly 
rather than criminal legislation. 

Other results bigness were the new style holding company, the 
separation the management group from ownership, creation 
“science administration” and development “public relations.” 

business grew larger and more corporate, the need for raising 
capital from the investing public brought the investment banker into 
prominence until 1900 was conceived the most important 
figure stage called finance capitalism. 

The collapse 1929 marked the end period history 
during which investment bankers had exerted unusual influence the 
economy. The cataclysm did more than ruin the reputation finan- 
ciers, undermined public faith the basic philosophy American 
business. long view U.S. economic growth, the period rela- 
tively uncontrolled industrial business may seen coming 
gradual end between 1870 and 1935. 

The depression the thirties was unprecedented its severity. 


*Professor the History the People the United States, University 
Pennsylvania. 


And yet, after having been nearly cut half only three years, the 
real national income trebled within the next generation. There al- 
most dispute regarding the basic causes the great boom. The 
demands war, the entrance government into innovation and en- 
couragement capital investment, the backlog normal consumer 
demand from four years war, and continuing government expendi- 
tures are sufficient causes. 

Along with mid-twentieth century changes the character the 
business cycle came marked alteration the physical environment 
business. Means business transportation, location plants and 
offices and ways securing supplies raw material were all changed 
result technological progress and war. 

spite loud protests and mutual distrust, the New Deal forced 
business and government work more closely together form 
kind partnership. the mid-fifties, the surface least, business 
seemed have little fear the way adverse action either 
government the public any previous time. 

Loss confidence the theory self-regulation was bound 
lead reassessment business ideas and new conceptions the 
place business American society. The struggle for readjustment 
must seen relation another major change society the 
rise bureaucracy. Businessmen were voluntarily surrendering indi- 
vidual freedom order get ahead bureaucratic society. 

spite the widely held view that the United States was 
“business society,” the great majority the people who worked for 
salaries wages did not regard themselves businessmen. 

Much the conflict, much the apparent lack unity and 
purpose American national life came from the failure reconcile 
business attitudes and aims with other fundamental values stemming 
from American religious and democratic traditions. business could 
try realign its values with those broader ideals the good society, 
could help make stronger and more valid America’s message 
uncertain world. 


Comment: The Professor the History the People the United 
States the University Pennsylvania has presented synthesis 
the changes the business sector society since 1900. the process 
has centered the narrative evolving business institutions and the 
role entrepreneurship, while viewing the history business rela- 
tionship technological and industrial change well general 
changes the social order. 

Though requiring study rather than casual reading, this book 
the best available synthesis the many changes the methods, poli- 
practices, achievements, and adjustments businessmen the 
twentieth century. estimation, Cochran has overemphasized 
technology force for change, view readers may wish consider. 
Ralph Hidy, Isidor Straus Professor Business History. 
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GOING INTO POLITICS: GUIDE FOR CITIZENS 


Robert Merriam and Rachel 
New York: Harper and Brothers, 1957. 211 pp. $2.50. 


The purpose this book introduce citizen-politicians the 
pleasures and pains civic action. 

for whom democracy the cornerstone life can defend 
only through action. have practicing citizens; also 
have knowledgeable citizens. Political ignorance democracy 
can only slightly less damaging that political chicanery. 

Chapter one candidate’s eye-view the election for mayor 
Chicago April 1955. The next four chapters dissect and apply 
the lessons this case study. Finally, the larger reaches citizen 
participation and political action are explored. 

are being faced with the central questions democracy: 
Americans understand that democracy depends 
action? realize that each must citizen-politician 
democracy work? And how many are equipped with 
the knowledge and the know-how need order function 
present-day politics? 

The quickest way learn the art and craft politics 
become part and the best place start the local 

you move become trusted precinct worker, you will 
urged attend the organization’s regular meetings. The precinct 
committeeman and his helpers are the backbone the party the 
infantrymen politics. Any citizen-politician can make rewarding 
contribution this level. And can have better initiation into 
party activity. 

There magic about doing precinct work: you call personally 
every family your area; you tell them whom you are working for 
and why you are working for him; you urge everyone register and 
vote, and you keep checking back. Both parties and assorted civic 
groups have published handbooks and manuals for precinct workers. 

The business government democracy everyone’s business, 
but not the sort business that everyone can conduct his 
own. must join forces with others the same situation. Generally 
speaking politics means parties. 

Political parties are not mentioned anywhere the Constitution 
the United States, yet their existence bulwarks the entire system 
our American government. Our two-party system essential 
device for organizing the collective will our democracy. Thus 
government the people, the people, for the people” one 
sense government political party. 


*Robert Merriam member the Eisenhower Administration serving 
Assistant Director the Bureau the Budget. Rachel Goetz worked 
with the editorial and research division the Stevenson campaign staff 
1956. She worked with Mr. Merriam and his father The American Govern- 
ment, Democracy Action. 


Since the exercise governmental power prime political 
target any party will naturally give close attention the selection 
(and, hopefully, the control) public officials. The prerogatives 
government are exercised key individuals, and the parties want 
sure that these posts are occupied their men, who see the issues 
they do. They also want control many the minor posts 
possible, only reward the party faithful. wonder then that 
jobs gleam luminously before the eager gaze every party man and 
the nomination, election, appointment, and control public officials 
first concern the parties. 

Over the years the parties have developed many ways trying 
control the selection process. Some these have worked the 
public interest but occasionally they have not. Citizens need 
alert perennial efforts inside cliques try control the selection 
process their own interests. Public law repeatedly has had 
marshaled safeguard the democratic selection public officials. 

Political parties not only select candidates and elect public of- 
ficials, they play central role the formulation and development 
public policy. The day-to-day decisions responsible politicians 
both build and interpret this policy. For policies well personali- 
ties, election day decision day par excellence. When that day 
the ordinary citizen registers his not only electing 
candidates, crystallizing policies programs and party 
differences. 

Politics art the art the possible. art because 
deals with unpredictable, fallible people. art because its 
success failure depends delicate, moving adjustments operating 

type government can escape the limits the possible; 
and the limits are sometimes set the sparseness the human 
resources that can devoted the task hand. But the limits 
what politically possible can pushed out citizens become 
productively involved the political process, for the character 
citizen involvement writes every prescription democratic government. 


Comment: combining quick course political science with some 
guidelines for the would-be participant, this easily-read book provides 
bird’s-eye view our system action. One might wish that the 
authors had emphasized the pressing shortage talent bring out 
more sharply both the need and the opportunity for the “citizen 
politician” today; further, the reader should bear mind that 
great deal complex and controversial material has been compressed 
and generalized. But the book good door-opener into vitally 
important area which businessmen have scorned for too long, and 
will reward the layman with “feel” for politics especially the 
lively case history the beginning.—Dan Fenn, Jr., Assistant 
Editor the Harvard Business Review and Member the Faculty. 
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INDUSTRY AND TECHNICAL PROGRESS* 


New York: Oxford University Press, 1957. 244 pp. $4.00. 


This book written the belief that the full and speedy 
tion science industry necessary economic progress and should 
one the most important objectives national policy. This study 
concerned with the hindrances scientific application. 

what rest our belief that this urgent problem? 
British exports must competitive their own merits. This means 
that (1) productivity must rise and (2) the technical ingenuity 
British exports must make them preferred products competitors, 
Both these objectives depend the speedy application new scientific 
and technical knowledge. 

There great variety opinion about which hindrances 
technical progress are important. Any general statement dangerous; 
nevertheless pattern discernible. The plan this work cover 
the subject two interlocking ways. The first chapters deal with 
stages the application knowledge; later chapters consider some 
the main conditions for the speedy adoption new ideas 
Then the last two chapters describe the characteristics progressive 
firms and summarize the conclusions. Three appendices consider: The 
Science and Industry Committee, The Case Studies, and Examples 
from the Case Studies. 

British industry not universally backward scientific matters, 
but uneven its development. Industry does not acquire scientific 
knowledge much might because limited number scientists 
and because awareness need for research recent. Cross-fertilization 
ideas thus obstructed. 

The “problem communication” has had plenty attention. 
The receptiveness firms often more important than the method 
communication. Analysis also suggests that the “scientific 
important the man who writes simplified articles for trade journals 
visits firms behalf advisory service. 

Industrial research and development are growing rapidly. Applied 
research projects must derive from business needs. There are many 
ways meeting the needs smaller firms, such using the many 
cooperative government institutions. 

Industrial research management technique which for efficient 
use must related other management problems firm. Even 
research and development based clear understanding the 
financial strength, production problems and market position the 
firm, its output will not properly used unless the other sections 


*This report the result work, the period from 1952 mid-1956, 
the Science and Industry Committee appointed and sponsored the British 


Association for the Advancement Science, the Royal Society Arts and the 
Nuffield Foundation. 


Carter Chairman and Williams Secretary the Science 
and Industry Committee. 


management finance, production, marketing are ready bring 
the new products processes into use. Decisions use the output 
research and development are influenced by: the view taken 
whether the new products would worthwhile, attitude the prob- 
lems that would arise, and preparedness find the financial resources 
for the innovation. The decision commit research full scale pro- 
duction seldom easy; there usually remains grave uncertainty about 
costs, markets and competitors. 

Among the main conditions for the speedy adoption new ideas 
industry are the availability men and money, appropriate organ- 
ization, receptive management, favorable market and environment. 

The way which industry organized affects the rate which 
science applied. Small firms suffer from more difficulties than large; 
but this does not justify general condemnation small units 
organization. 

The “shortage capital” appears problem most likely 
felt new, young, and small firms. The trouble often not that 
impossible find capital, but that firms are not willing face the 
implications accepting it. 

Certain signs and characteristics distinguish the progressive from 
the unprogressive firm. Among them are: 

deliberate survey potential ideas. 

willingness share knowledge. 

willingness take new knowledge license and enter 
joint ventures. 

readiness look outside the firm. 

Effective internal communication and co-ordination. 

High status science and technology the firm. 

consciousness costs and profits research and develop- 
ment. 

Rapid replacement machines. 

10. Sound policy recruitment for management. 

ability attract talented people. 

willingness arrange for training staff. 

management techniques such method study. 

14. Identifying the outcome investment decisions. 

15. High quality the chief 

16. Adequate provision for intermediate managers. 

Good quality intermediate management. 

18. ability bring the best out managers. 

19. Use scientists and technologists the Board Directors. 

20. readiness look ahead. 

21. high note expansion. 

22. Ingenuity getting around shortages. 

23. effective selling policy. 

24. Good technical service customers. 
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UNATOM: PLAN FOR THE DEVELOPMENT UNITED ATOMIC 


The most important factors determining the pace the 
tion new ideas are six. (1) Technical progressiveness related 
the general quality the firm and attention other aspects 
general quality helps create the conditions for technical 
(2) Effective industrial research and development must Closely 
related production and sales policy and needs. (3) The 
nections firms are important; there danger the progress 
whole chain firms when one firm ignorant, complacent self. 
satisfied. (4) Even the latter-type firm open general influences 
and may change. (5) The rate technical advance limited the 
number good minds which can brought bear problems; the 
educational system should work with least possible wastage. (6) There 
constantly increasing demand for scientists and technologists. 


Comment: This book worth attention from American executives 
especially companies not yet engaged industrial research ona 
large scale despite the fact that written primarily for British 
readers about British industry. The authors have taken hard-headed 
look the application science (or the lack it) British industry 
variety situations. They see research and development 
integral part complex process, not optional gadget part 
which must carefully related production, sales, finance, and top 
management attitudes. Because they refuse make easy 
tions the text not easy reading, but for the same reason reward- 
ing. Executives having long and successful experience with industrial 
development will not meet much here that new. They will, however, 
find some illuminating and penetrating glimpses American industrial 


research viewed from foreign perspective. Ralph Hower, Pro- 
fessor Business Administration. 


TREATY ORGANIZATION FREE WORLD NATIONS 
John Jay Hopkins* 
In: Proceedings the Third International Conference Manufac- 


turers. New York: National Association Manufacturers, 1957. pp. 
38-51. $5.00. 


The Free World face face with implacable foe. the 
constricted world situation today, the need for wise and effective 
leadership must now problem common all nations the Free 
World. Concern with the obligations modern leadership must 
particular relevance the industrialist. And area world 
interest such leadership more desperately needed than the area 
energy resources. 

the great energy potentials the atomic nucleus possess 
virtually unlimited power resources. But the development tech- 

*Late Chairman and President, General Dynamics Corporation. Presented 


the Third International Conference Manufacturers, New York, November 
29-December 1956. 


ber 


nology for application this great power has lagged behind theoretical 
and experimental research. 

From now our survival individuals must conditioned 
upon two time schemes: (1) The “geological time scheme” and (2) 
the “politico-economic time scheme.” 

The “geological time scheme” determined partially the extent 
and distribution existing conventional fuels and partially eco- 
nomics the rate consumption. Because precipitously rising 
energy demand, coal and petroleum resources are geologically and 
economically and imminently finite. Figures show that the United 
States possesses more than years’ supply economically 
valuable petroleum. Even the much larger coal reserves and shale 
oil deposits are not extensive one would imagine. 


What then reasonable “geological time scheme”? would 
venture say that the limit year 1980. think may postulate 
that the ultimate economic objective industrialized nation 
capable remaining indefinitely self-sufficient with respect 
energy. 


The “politico-economic time scheme” can expressed roughly 
the scalar effect international politics and tensions upon conven- 
tional energy reserves. This time scheme far more serious than the 
geological because many the available oil resources the Middle 
East and Southeast Asia are underdeveloped lands which 
present are both politically and economically unstable. 


Only through patient understanding and unusual restraint our 
part may these peoples eventually mature into stable nations. Mean- 
while, the Free World must take immediate steps toward becoming 
independent Middle Eastern oil. The rampant nationalism the 
Middle East will within five years either forcibly cut off the oil supply 
military coup nationalization demanding royalty con- 
cessions impossible meet. 


Positive steps might have been taken that the “politico-eco- 
nomic” table could have been lengthened while our energy program 
was put least the road its one and only solution. refer, 


course, massive Free World program nuclear energy develop- 
ment. 


For about five years now have been advocating the immediate 
adoption world-wide programs nuclear energy development. 
proposed first step specific 100-year program for the development 
international atomic energy under the partnership American gov- 
ernment and American industry. proposed possible second step, 
the development Free Asia Atomic Energy Community with the 
atomic “have” nations contributing the development atomic 
“have not” nations. third step proposed the creation World 
Energy Community underwritten all the nations the world 
for all the nations the world. 
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should like propose that begin now with all possible speed, 
under the immediate urgency individual and national survival, 
make the Free World proof against Soviet economic aggression. pro. 
pose that new economic alliance formed United Atomic 
Treaty Organization UNATOM. What visualize generally 
flexible alliance the free nations aimed much eradicating poy. 
erty through the wide-scale application nuclear power 
providing world-wide equalization energy resources. 

one can say whether UNATOM, tried, would succeed, 
But contend that the crisis face great, and time short, that 
must now pool our atomic resources die. 


U.S.A. NEW DIMENSIONS: THE MEASURE AND PROMISE 
RESOURCES 


Thomas Carskadon and George Soule, with Graphics 


New York: The Macmillan Company, 1957. 124 pp. $1.50. 


The time has come look America new dimensions. This 
book record the American past, the measure the present, and 
guide lines the future. The aim present simple language 
and graphic illustration some the highlights the scope, dimensions 
and potential the economic system which all are part. 
The book based Twentieth Century Fund study entitled Ameri- 
ca’s Needs and Resources: New Survey Frederick Dewhurst 
and Associates. 

The various aspects the American economic system considered 
this study include population trends; income, savings, and outgo; 
trends buying food, liquor, tobacco, clothing, homes and home 
equipment; health, education, trips, recreation, religion and welfare; 
expanding our economic system; improving our cities; conservation; 
government growth; world trade; natural resources; and farm pro- 
duction. 

Among the trends which the authors believe lie ahead are the 
following: per cent per decade rate increase bringing the 
1950 population 153 million estimated 177 million for 
1960 seems likely. Figures clearly show that the richest consumer 
market the future will the city and suburban market middle 
and upper incomes. American business can look consumer market 
with purchasing power for goods and services nearly three times 
large the worst year the depression. 

Clothing and grooming America makes enormous industry 
likely grow still larger the years ahead. all Americans were 
brought adequate standards would spending somewhere 
between and billion more than were spending 1950. 

*T. Carskadon Associate Director the Fund; Soule econo- 


mist and author; Modley has been one the prime developers the 
graphics style used this book. 


all our people are have homes that meet American standards, 
come out with ten-year requirement for investment $146 billion 
housing. The total spent for household goods and services likely 
grow because people have more money spend and there still 
unsatisfied demand for many familiar items household equipment. 

are likely spending nearly $16 billion year for health 
and medical services the end the 1950’s. fully met the 
health needs our people would need spend nearly half 
much again. Present rates enrollment and spending indicate that 
1960 our operating expenditures for all higher education will amount 
$2.1 billion. This would $1.8 billion short were meet 
our needs fully. 


Increased demand for all types transportation foreseen, except 
possibly for railway travel. All all, combined public and private 
welfare outlays 1950 still fell short more than $3.5 billion 
meeting the goal providing needed services. 


can foreseen that because the rapid building productive 
facilities since World War II, major need will for modernization. 
Our needs may require the spending around $45 billion year, half 
again much spent 1950. 

The basic courses governmental growth are not likely dis- 
appear the near future. Defense needs probably will continue high. 
increase government spending one half between 1950 and 
1960 would still leave many needs unprovided for. 


The means our advance technology has virtually trans- 
formed American life. great importance, too, the fact that the 
great mass our American people have been the chief beneficiaries 
our material progress. There steady narrowing the money 
income gap between rich and poor. Further advances lie ahead 
medicine, science, industrial and agricultural development, 
automation. 

Such are some the vistas the future. Meanwhile, the here 
and now, our economic system continues pour forth its benefits more 
abundantly than any other ever devised man. 


Comment: The aim the book, described its foreword, “is 
present simple language and graphic illustration some the high- 
lights the findings that the general reader, the high school 
college student, the busy specialist, any interested person can readily 
gain sense the scope, dimensions, and potential the economic 
system which all are part.” such, should help the busy 
executive view his firm and industry against the broad background 
the over-all economy which they are part and assess the broad 
trends economic growth and change which are likely relevant 
his long-range planning. Keith Butters, Professor Business 
Administration and Member the Faculty Public Administration. 
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BASIC RESEARCH NATIONAL RESOURCE 
Washington: National Science Foundation, 1957. pp. $.45. 


Our confidence the future rests small measure 
pects for the continued and accelerated advancement 

continuing search for new knowledge, basic research has 
certain characteristics which help distinguish from other forms 
scientific activity. The search systematic but without direction 
that which the investigator himself gives meet the challenge 
the unknown. strictly his own, guided primarily his 
terest learning more about the workings nature. 

Support for basic research, particularly Federal 
support, has increased appreciably during the past decade. But the 
increase still not enough keep pace with the nation’s 
The need for more support and more favorable conditions work 
particularly acute colleges and universities which represent our 
greatest source new scientific knowledge and our only source 
trained research workers. 

Basic research unpredictable, and not only the sense that 
specific findings and discoveries are unpredictable. have way 
telling where how new observations discoveries will made. 
Moreover, cannot certain that given study will have practical 
value or, has, what field. 

There reason believe that the United States supports more 
basic research than any other single country. Yet the potential its 
scientists exceeds the support available, and probably exceeds 
considerable amount. This particularly unfortunate since the United 
States, the most highly industrialized nation the world, the best 
fitted make maximum use the results basic research. 

The institutions which participate the nation’s research can 
divided into four categories industry-oriented organizations, 
colleges and universities, other nonprofit institutions, and Federal 
Government agencies. These groups line quite differently 
sources and users research funds. 

Competition among nations basic research normal, and 
publication results assures availability its benefits all. But 
nation cannot sit back complacently and await the results basic 
research published scientists other countries. its own inter- 
est nation needs its own, and pull its share the load. 
The volume output good basic research one factor the 
rating nation’s status the family nations. 

summarize the present situation, much progress has been 
made but basic research still underemphasized the United States. 
Economic incentives assure the immediate future applied research 
and development. But these incentives not have direct and im- 
mediate impact basic research, and redoubled efforts are required 
keep pace with the rising demands technology. 


the national interest the support basic research should 
increased considerably, and the Federal Government must assume 
active leadership offering encouragement and incentives toward 
this end. But active leadership does not mean that the increase 
should come entirely from Federal sources, nor should imply cen- 
tralized control management. Indeed, increased support should 
also come large extent from non-Federal sources: private in- 
dustry, State governments, foundations, and the general public. 


COMING READJUSTMENT LOW-MARGIN RETAILING 
Weiss* 
New York: Doyle Bernbach Inc., 1957. pp. 


Low-margin mass retailing longer temporary phenomenon. 
the high road toward becoming firmly established high- 
margin mass retailing. 1957 least one discount house will top 
the $100 million turnover figure. 1960 several discount chains will 
hitting annual turnover $250 millions. Manufacturers are 
now fighting win distribution the off-list outlet. 

National advertising, which set out establish one-price system, 
appears now have encouraged return multi-price system. 
over billions sold retail, least per cent currently retailed 
flexible, multi-price and even haggling basis. 

The fundamental cause the amazing return our economy 
haggling not list pricing nor advertising but too much spread 
margins through the chain distribution the consumer and 
sometimes even the manufacturing level. The public becoming 
quite aware these economic facts life. 

The new opportunities presented the discount operation will 
capitalized upon marketing executives view with objective 
approach. Such approach will disclose that discount retailing has 
penetrated too deeply eliminated. Discount retailing will inevi- 
tably account for ever-growing percentage total retail. 

With respect manufacturers, may concluded that: 
(1) many manufacturers will have reshape their pricing, market- 
ing and merchandising programs; (2) these changes will include 
changes the distribution structure and changes downward the 
pricing schedule; (3) brands will have still more compellingly 
pre-sold. 

There enormous variety discount retailers. Our object 
this study examine the discount house per se. streamlined, 
low cost, fast turnover, high-unit volume, low-margin operation, based 
pre-sold national brands. 

Among the many current trends the major discount houses 
are the following: Discount houses are becoming legitimate and per- 
manent. The chain concept rapidly taking hold. The more luxuri- 
ous new store units mark the the direction mounting 


*Director Merchandising, Doyle Dane Bernbach Inc. 


e 
}- 
le 

1S 
re 

a 
an 

as 

a 

en 
es. 
m- 


costs. The discount house broadening inventory classification, 
will wind with its own controlled brands some categories. The 
discount house becoming advertiser; and going into 
There has been good deal nonsense spread about “no service” 
the discount houses. They have always given certain services and they 
are now adding their list. Discount houses are moving out into the 
suburbs and into the smaller cities. they become larger their buying 
position improves. They are keeping their buying organizations 
ordinarily simple. Several chains are beginning think the image 
becoming national chains and are aiming toward diversifying their 
techniques. There very interesting possibility that, within few 
years, the discount house will offering most, not all, the services 
the department store. 

What are established mass retailers doing meet the challenge 
the discount house? few the steps some department stores have 
taken meet the competition the discount house appliances 
major and traffic may furnish some clues the action that may 
taken. 

Slug out with the discount house, item item. 

Drop the major appliance category. 

Plug their own brands, and lessen promotion 
brands. 

Emphasize categories not plagued with price cutting. 

Warehouse sale becoming 

Fight for larger, new types concessions allowances for 
their resources. 

Returning the leased department concept, running cut-price 
promotions, going into higher price lines, and making direct buying 
connections with the manufacturer are some other steps. 

Now what about manufacturers? The broad trend among 
facturers will the direction the fact that new type mass 
retailer has become integral part distribution. 

Specifically, what are manufacturers doing? Among other things 
they: 

Tend ease themselves into troublesome situation this 
kind. 

Will restore list prices many instances. 

Will slice trade margins make retail prices more realistic. 
Cut down distributors, wholesalers, retailers, and on. 
Re-plan that trade deals not unduly encourage price 
cutting and not wind the discounters. 

Cut down the number steps between manufacturer and the 
ultimate consumer. 

Will sell direct the discount house and will plan promotional 
material specifically for it. 

And marketing must learn how live with, and profit from, 
new dynamic retailer the discount house. 
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DECISION MAKING WEAPONS DEVELOPMENT* 


Sterling Livingston; 


Harvard Business Review, Vol. 36, No. January-February 
pp. 127-136. 


The most critical question facing the United States today how 
can regain undisputed technical leadership and weapons superiority, 
The first step that must taken transfer responsibility for the 
development radically new weapon concepts from the Department 
Defense independent civilian agency like the wartime Office 
Scientific Research and Development. 

The second step develop procurement system which will 
fully utilize the creative capacity the private enterprise system 
stimulating competition, providing adequate profit incentives, and 
giving weapons contractors greater authority decide how weapons 
should designed and built. 

that has been accomplished far the announced moves 
which have been made superimpose new organization with 
coordinating authority top the existing structure. Dr. James 
Killian, Jr. must given full and exclusive authority for long-run 
weapons research along with the budget carry out. 

The only way regain weapons superiority attack the under- 
lying weaknesses: (1) The military fails give adequate emphasis 
long-range development weapons. (2) Much time lost our 
present military procurement system (a) selecting contractors and 
negotiating terms and (b) securing approval for engineering and 
technical decisions weapons design and production. interval 
five years the average needed the military services plan their 
requirements and decide whether build. 

This the kind delay that cannot wholly remedied 
integration effort far that can practiced Dr. Killian and 
the Department Defense acting together. “Direction” from the top 
cannot speed weapons development long program decisions 
depend the expenditure funds the military services. 

The failure the military services embrace radically new 
weapons concepts can explained by: (1) their training, which 
directed primarily terms fighting with existing weapons, and 
emphasis maximum readiness and immediate results. 

The United States can regain scientific and technological leader- 
ship only vigorous research and development program. can 
best achieved civilian office the OSRD type. The same 
pattern can followed: first research, development, prototype pro- 


*Reprints available from Harvard Business Review $1.00 each; special 
rates for more than one reprint. 


Business Administration, Harvard University, Graduate 
School Business Administration. 


i 


duction and demonstration civilian office; then acceptance, 
adaptation, improvement and production for maximum readiness 
the services. 

Certain other basic changes must also made. Although military 
services place responsibility their contractors for weapons develop- 
ment, they often specify how this work shall conducted and retain 
final authority approve it. consequence, the attention 
scientific personnel drawn away from creative research. There 
reason why contractors should not have greater freedom. Incentives 
encourage the contractor, coupled with penalties for failure, could 
developed. 


The productivity the private enterprise system influenced 
largely the profit that corporate managers can earn. urgent 
that profit policies revised early date assure that incentives 
undertake weapons research and development are adequate and 
sound. There considerable reason believe that present profit 
policies provide inadequate incentive. 


entirely new profit concept required because the present 
policy basing profit estimated costs unsound. has resulted 
mass engineering and has discouraged the use labor-saving equip- 
ment. 


Moreover, while form competition remains, contracts for 
major weapons systems are being placed more and more the basis 
the availability facilities and less and less excellence weapons 
design. must decide what want true competitive system 
which permits gain the benefits private enterprise the 
present hybrid system that hampers with contractual methods 
which can justified only because they are required the rituals 
competition. 


view all this, the way use the American system weapons 
development is: 


Steps must taken promote private ownership weapons 
production facilities and encourage the use labor-saving equip- 
ment basing the profit military contracts primarily investment 
assets rather than percentage estimated actual cost. 


Competition must restored and pressures establish 
munitions cartel abandoned. 


division technical authority and responsibility must 
eliminated holding weapons contractors, insofar possible, respon- 
sible only for weapons performance, and giving them freedom 
decide how the required performance can best achieved. 


new weapons planning system must established under 
civilian control assure scientifically directed, long-range weapons 
research program such will permit the prompt and wise selection 
weapons systems for development production. 
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THE GROWING POWER WILLIAM McCHESNEY MARTIN 


The Reporter, Vol. 17, No. October 17, 1957, pp. 18-22. 


The recent metamorphosis William McChesney Martin, 
Chairman the Federal Reserve Board Governors, from intelli- 
gent rabbit into veritable lion Washington’s jungle has been largely 
the result the changing character the Federal Reserve 
began assume its new powers 1951, but not until just over 
year ago did the White House acknowledge that the FRB was the 
nation’s chief command post the battle maintain stable economy, 

Despite the official responsibility for maintaining prosperity, ten. 
ants the White House, especially the present one, have left the 
task fulfilling the Employment Act the old-fashioned monetary 
weapons the FRB. Thus, while the administration still has take 
political responsibility for the course the economy, its doctrine that 
economic growth should achieved without any diminution the 
purchasing power the dollar has conferred the FRB the status 
fourth branch government. 

The Federal Reserve derives its considerable powers from its 
thority delegated Congress, act central bank regulating 
the nation’s money supply. Stripped its veils, monetary management 
based compellingly simple theory. rests the proposition 
that free-enterprise economy, general and indirect regulation 
the money supply currency and bank deposits the key mod- 
erating economic activity. 

practice, the 1920’s and 1937, the theory has not worked 
effectively would seem promise. was not until the Korean 
War that monetary management got new lease life. The Federal 
Reserve-Treasury Accord ended the pegging government bonds and 
enabled the Federal Reserve once again make flexible use its 
power. 

Martin was appointed chairman 1951; was wholly devoted 
establishing the independence the FRB. When business began 
pick after the recession 1953, the FRB moved out the shadows. 
Since early 1955 has developed the headquarters 
economic policy. 

After the Accord 1951, the most significant date the re- 
emergence monetary policy April, 1956, when Martin succeeded 
establishing the supremacy the Federal Reserve over the admin- 
istration’s brain trusters. Martin took the position that the threat 
inflation required intensification the FRB’s tight money policy. 
Defying the White House, the FRB went ahead with increase the 
discount rate. Most Martin’s present prestige stems from that vic- 
tory; his analysis was correct. 


*Money and Credit Editor, Business Week. 


the administration’s failure formulate economic policy 
its own that cemented Martin’s position. Unable decide just 
what course follow, the administration took the path least re- 
sistance and left the field the FRB. 

The Federal Reserve only quasi-official body. Since its stock 
held the nation’s commercial banks, privately owned in- 
stitution with group public managers the top. theory, the 
Federal Reserve has number top policymakers. But Martin 
full command. dedicated citizen desiring serve the public 
interest. But has definite ideas about what constitutes the public 
interest. 

The administration’s economists question whether monetary policy 
can bring about price cuts without first setting the stage for large- 
scale decline. But Martin prepared make money even tighter and 
more expensive than now. This goes hand hand with his insist- 
ence that the central bank must independent government. 

The basic question that will soon have answered whether 
the FRB alone should decide what policy follow. Tightening may 
desirable but the question arises whether the FRB should decide 
who will pinched. 

September the treasury announced the establishment 
top anti-inflation committee whose members are the President, Martin, 
Soulnier, Hauge, and Secretary the Treasury Anderson. Martin 
not the committee likely institutionalize the newly won 
power the FRB rather than weaken it. 

These are times when monetary policy useful way con- 
trolling the economy. not, course, the only way, although the 
administration’s indecisiveness and Martin’s vigor tend leave that 
impression. 


HOW GET ACTION FROM POLITICIANS Frank Coffin* 


Harvard Business School Bulletin, Autumn 1957, pp. 13-17. 


bond respect exists between the politician and the business- 
man, not apparent. All too often businessmen view politicians 
“the semi-failures business and the professions,” whereas conversely, 
many politics are inclined view businessmen utterly naive, un- 
informed, and unrealistic matters both government and politics. 

Yet, more and more Congress facing the fact that the 
survival the small businessman depends not only his own initia- 
tive and efforts, but the creation some legislative machinery 
help him survive world bigness, and the elimination some 
laws which operate only burden him and lessen his chance sur- 
vival. 

short, government the field small business. make 
the venture fruitful, small-business spokesmen should not strangers 
government. 


*Democratic Congressman from Maine. 
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venture suggest these principles which govern today’s Cop. 
gressmen most their dealings with businessmen: 

businessman from home, with problem, viewed the 
Congressman opportunity, not chore. 


Past campaign contributions the prospect future 
tributions are not determinant the effort which the member 
expend for his constituents. 


Political affiliation will have bearing the effort the 
member. will often take pride job well done for someone who 
has worked hard against him. 


One factual, thoughtful, reasoned letter will carry more weight 
than dozens form letters cards. 


businessman too small warrant the personal attention 
his Congressman. the jobs provided the particular busines 
are jeopardy, the Congressman will place the task protecting 
them the very top his agenda. 


One precious commodity which the businessman has, and the 
Congressman knows has, knowledge the facts life they 
exist his very small corner the world. These facts the political 
representative needs draft sensible legislation. 


law political thermodynamics operates most 
sional offices: the more heat, the less dynamics. Or, put another 
way, the more organized and intense pressure brought bear 
member, the less effective is. 


The kind “lobbying” small businessman can very effec- 
tively need not expensive. telephone call may fully 

There are rather wide areas within which member Con- 
gress can act effectively. But cannot, and should not, expected 


work miracles, have decision made unmade for reasons other 
than its merits. 


10. good rule follow is: you have interested Congres- 
man working for you, don’t press your luck. Nothing causes 
lose steam fast the knowledge that one’s constituent hedging 
his bet trying enlist the assistance other members. 

11. politician, although more gregarious than most people, has 
limits both his time and his energy. If, therefore, businessman 
seeks carry his association with his representative beyond ordinary 
working hours, should think twice before asking him large whing- 
dings Washington. 

There one by-product do-it-yourself lobbying which more 
important the long run than success solving the immediate prob- 
lem: the vastly increased understanding and interest government 
whole which results from getting touch with your Congressman 
and seeing things through his eyes. 


OVERPRODUCTION THE FAULT ADVERTISING? 
interview with John Kenneth Galbraith* 


Tide, Vol. 31, No. 20, October 25, 1957, pp. 19-21. 


Mr. Galbraith, there seems great deal alarm about 
overproduction many manufacturing industries, plus growing con- 
sumer reluctance buy. Does this mean that are not producing 
realistically for our markets, that advertising falling down the 
selling job? 

Frankly, don’t think advertising has much with the 
problem. After all, not just what spend advertising but the 
whole advertising business pretty much by-product other changes 
the economy. 

Economists, for example, are always saying what great waste 


advertising is, while advertising men protest that their role the 

American tradition. Actually the charges the economists largely 
miss the point. Advertising sign society which nothing 

the very high urgency. 

they advertising isn’t falling down the job creating the 

tical demand which would eliminate overproduction, where then you 
think the real problem lies? 

gres. When industry operating close capacity, there 

fairly consistent tendency for prices rise. When approach ca- 

pacity tend have inflation, and when try remedy the prob- 
lem inflation cutting down demand, create the opposite 

problem excess capacity. 

fully The fault, think, our failure adopt some kind price sys- 


tem which will allow function capacity without the kind 
price increases we’ve been subject the last few years. 


The problem then find some way running the economy 
full capacity and full employment without perpetuating the round 
price increases? 

That’s right. The next question, course, what the 
remedy? One possibility have considerable unemployment and 
considerable idle capacity. With enough slack the economy prices 
ging will stay stable. I’m sure you see the disadvantages this course. An- 

other possibility inflation. third some kind private conformity 
has to, public restraint of, price and wage increases. 
man restraint, you mean price and wage controls? 
Yes, this remedy far from agreeable. have sometimes 
wondered, however, there might some way stabilizing prices 


and wages full employment levels which stopped short over-all 
controls. 


Beyond the problem pricing which you describe, what can 
ment advertising executives help bring consumption and production 
man more into balance? 


*Professor Economics Harvard University. 
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This the problem luxury economy where there often 
aren’t important distinctions between products. The less important 
the distinction, the more shouting advertisers do. The danger tha 
the product completely overloaded amidst the ingenuity and the 
noise selling it. Perhaps then the only way attract attention 
secret. 


MANAGEMENT AND LABOR 


The November 1957 (Vol. 13, No. 11) Public Relations Journal 
special issue devoted one topic: The American Economy. The 
editors the Journal asked eight “able and articulate people sit 
down and think out loud about the American economic system 
really exists today.” The editors THe present abstracts 
three these articles.* 


Workable Society (pp. 15-16, 44-45) 
John 


The growth large corporations has brought important changes 
relationships between people. Corporations have become, real 
sense, collective enterprises which society whole has 
tant part. Management the position trustee, required 
weigh the effects its decisions many groups. Increasingly the 
emphasis is, “Power with, rather than power over, people.” 

mislead ourselves fail bear mind the increasingly 
collective nature modern business the sense that the admin- 
istrative process one coordination team professional man- 
agers and the sense that the objectives the corporation are in- 
creasingly interwoven with the operations and needs the community 
whole. Far from being old, the American economic system his- 
torically new. 

What kind organization and should the corporation be? 
The point would like raise whether can expect much further 
progress without wider agreement between all parties concerned 
what are trying do. 

The first area which all must agree that the corporation 
moral community. Along with the need make profit further 


*The other articles: Gabriel Hague, “Government Our Economic 
tem”; Howard Bowen, “The Price Power Economic Life”; Vera 
Dean, “An Asian Sir Douglas Copland, View from the Westem 
World”; Raymond Miller, “The Corporation 

Coleman Chairman the Board the Chamber Commerce 
the United States and President Burroughs Corporation; Conway 
Administrative Assistant UAW President Walter Reuther; 
berlain Program Director Economic Development and Administration 
the Ford Foundation. 


purpose serve the community, provide just return capital 
and rewarding work employees. Management will indeed act fool- 
ishly fails recognize the justice the demand that business 
enterprise must have social and ethical purpose. And labor leaders 
will equally foolish they fail understand the technical require- 
ments for the growth our economic institutions. 

Our system must, however, understood not only Americans 
but the world large. Both labor and management have equal 
interest spreading the understanding American capitalism. The 
American business system means productivity and progress. means, 
too, democracy and the Bill Rights. Here indeed labor and manage- 
ment can agree. 


Labor Looks the Changing Economy (pp. 18-20, 22, 44) 
Jack Conway 


How labor and management react each other today? Where 
are going? 

Profits, bigger and juicier each year, are the major, not the sole, 
concern the mammoth corporations. They are controlled and ad- 
ministered privileged few. 

Unlike its European other foreign antecedents, the American 
trade union movement has been shaped number unique factors: 
(1) The American workers not join union out class loyalty; 
they must convinced has something offer them. (2) They ap- 
proach problems pragmatically; they have ideology. They have 
philosophy, however. that all institutions and programs must 
weighed terms their contribution human values. (3) There 
political party that can speak for the workers such. (4) Social 
and labor legislation came America late. (5) Labor organization 
was won the hard way, against bitter opposition from management. 
(6) Unions were not limited race, color, religion; everyone was 
welcome. 

These basic factors have impressed their marks deeply Ameri- 
can trade unionism and collective bargaining. Generally, the conscious 
social, political and personal response management unions has 
altered. Today most companies consider union people legitimately 
the industrial society. The relationship between the two groups 
would best described cooperative competition. 

management wants quell some the attacks labor leaders 
continue level their tactics must govern its actions the months 
ahead six basic principles. 

Freedom basic value. Free labor cannot exist without free 
management and vice versa. 

Labor and management have more common around the 
basic human and democratic values than they have conflict the 
smaller interests that seem divide them. 
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Labor and management must facilitate progress for the entire 
community. 

Bargains arrived jointly should based economic facts 
and not economic power. 

Both groups must voluntarily exercise social and moral re. 
sponsibility. 

There must single set moral standards the bargain- 
ing table. 

The next ten years will find the American labor movement 
voting its major attention problems arising from automation and 
other technological improvements. Three principal areas will require 
the joint attention labor and management the sharing 
nomic abundance, the introduction automation and the new jobs 
that will result from automation. 


Management and Labor: Contestants Collaborators? (pp. 23-24, 26) 
Neil Chamberlain 


agree with Mr. Coleman’s general conclusion that imperfect and 
anomalous the modern corporation, has the whole worked 
well for the benefit the American people. Mr. Conway right 
pointing out that the unions can claim some credit for this result. 
Unions have been effective prod the distribution corporate 


earnings wage workers, insuring the mass markets which in- 
dustry depends. 

But Mr. Conway claims too much. The labor movement itself 
had through educational process the thirties, with results 
profoundly affecting its character they did the character Ameri- 
can management. the course this joint educational process, both 
groups have arrived that acceptance each other which both 
writers attest. 

Despite this, important differences opinion persist between the 
two groups. the question how such differences can resolved, 
the statements these two spokesmen are relatively silent. would 
argue that better admit that corporate policy and economic 
decisions are rooted differences views resolved not only 
appeal reason but also appeal bargaining power. 

should avoid the attitude that there something wrong about 
the use economic and political pressures. One the really signifi- 
cant developments the American corporate system that have 
managed institutionalize within the firm, devices for resolving 
ing views. 

examining the role the corporation should observe two 
major developments society itself. 

The first the world-wide egalitarian philosophy the present 
century. This philosophy has had its effect reducing differentials 
income, status, control over the institutions society. In- 


dustrial democracy (collective bargaining) one expression this 
persuasive moral conviction. 

second major development has been the sweep economic en- 
lightenment replacing superstition. Today have the means and the 
will harness our economy such obligations stable and full em- 
ployment and rising gross national product. The increase economic 
enlightenment profoundly affects the role the corporation. 


THE REDISCOUNT RATE AND THE RECESSION Sumner Slichter* 


The New Republic, Vol. 137, No. 23, Issue 2244, Nov. 25, 1957, 


The decision four Federal Reserve banks ease credit 
constructive step that will lessen and shorten the mild contraction 
business that now going on. The rediscount rate has been reduced 
per cent time when the bill rate has been close 3.5 per cent. 
This reduction may interpreted signal that the Federal Reserve 
plans gradually increase the availability credit until the bill rate 
and other interest rates bear appropriate relationship per cent 
rediscount rate. 

The $64 question how quickly and what processes the greater 
availability credit will, under present circumstances, affect the 
demand for goods. Business whole has not been expanding since 
the first the year, and the last two months has been slowly 
contracting. 

One cannot expect greater availability credit halt instantly 
the contraction business, but present conditions the whole are 
more favorable than they were 1953-54. This time there will 
tax cuts aid recovery, but there will slow upward creep 
government spending. The combined effect this upward creep and 
easier credit upon the course new orders and upon the inventory 
policies business will important. 

The most immediate effect greater availability credit will 
upon the capital and money markets. The new policy has effect 
put floor for the time being under the general level bond prices 
and greatly improved the conditions for floating new issues. Accom- 
modation customers that banks have been unwilling unable 
extend will now extended. retarding the decrease the demand 
for goods, easier credit will diminish the desire some managements 
cut 

Easier credit likely particularly effective stimulating 
expenditures housing. The most immediate limit the volume 
new housing construction has been the scarcity mortgage money; 
easier credit will relieve the scarcity. 


*Lamont University Professor, Harvard University. 
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Among the last expenditures likely affected are the 
business plant and equipment. This type spending usually 
lags during both recoveries and contractions. will revised upward 
next spring later. 

1953-54, spite tax cuts, fiscal policy and credit policy 
were working against each other. This time, fiscal policy and 
policy will reinforcing each other. Hence, there good reason 
believe that the present decline will shorter and milder than the 
contraction 1953-54. the spring 1958, the economy will prob. 
ably expanding. 


SOME CRITICAL REFLECTIONS THE NEW PATERNALISM 
Jerry 


Personnel, Vol. 34, No. November-December, 1957, pp. 31-34. 


The landscape labor relations has been altered almost beyond 
recognition the avalanche benefits granted labor since World 
War II. Hardly new benefit added before stretched new 
degrees liberality. 

must acknowledged that the trend toward more time off 
with pay, better medical and life insurance, and more liberal retire- 
ment benefits, say nothing better working conditions, has brought 
greater financial security the wage worker and higher living stand- 
ards than ever before. 

But would well take stock this point. there any end 
sight the increase benefits? Are there any limits the social 
and economic spheres that they impinge upon? the individual 
looking his employer for “security,” has found it. 

the old days, some industries provided benefits their em- 
ployees the form company housing, stores, clinics, schools, parks, 
and other conveniences. providing for these material needs, how- 
ever, the employer failed take account one important factor: the 
necessity for the employee satisfy his own personal needs and 
ambitions basic psychological drive. 

The type paternalism that exists today also characterized 
the employee’s dependence his employer for the accomplishment 
many his basic personal drives. Other elements the situation 
have changed, however. This “new paternalism” includes: 

The increased scope benefits. 

higher percentage company contributions. 

The place benefits the social and economic framework. 

The changing attitudes employees toward management. 
The basis which benefits are given. 


*Industrial Relations Analyst, Indiana Oil Purchasing Company, Tuls, 
Oklahoma. 


Conspicuously absent the usual approach benefits are the 
systematic direction, the clearly defined purposes and objectives that 
characterize other phases business such research, production, and 
sales. Some serious thinking these matters urgently required. 
what extent should the company obligated the employee over 
and above the actual working wage? the company morally liable 
for the health and welfare the employee? so, what degree? 

Before these questions can answered, basic theory which sets 
out the framework for the employee-employer relationship needs 
developed. 

Ideally, the policy-making groups labor and management 
should sit down together and try formulate basic theory mutual 
responsibility and obligation. Short that, however, would 
measure progress for management undertake systematic self- 
analysis with this paramount question mind: What our long- 
range responsibility the employee? 


TURKEY: CHALLENGE AMERICAN BUSINESS 
letter from Richard Robinson* 


American Universities Field Staff, September 10, 1957, pp. 1-14 


Recent Turkish experience poses fundamental question: can 
democratic political institutions operate effectively underdevel- 
oped country that undergoing explosive economic development? 
parallel economic query suggests itself: can liberal economic institu- 
tions made effective under such circumstances? The answer both 
the questions may well negative. so, time meditate the 
significance this finding. 

Turkish leaders, despite valiant attempts make democratic po- 
litical and liberal economic institutions work, now feel compelled 
increase their control over economic and political affairs. And what 
happens Turkey, one the most advanced and determined and 
resource-rich the non-industrial states, may well provide key 
the future much the “middle world.” 

Turkey overwhelmingly agricultural; per cent its popula- 
tion concerned with farming, and 40-45 per cent its national in- 
come derived from this sector. These figures must change radically 
the very near future Turkey forge ahead economically. 

The industrialization Turkey seems inevitable. Turkey suc- 
ceeds placing its agriculture wholly modern basis within the 
next generation, means that within the next years the majority 
its population must re-housed urban environment and 
provided least minimum urban services. 

The alternative for such situation divorce the industriali- 

*Lecturer, Harvard University Graduate School Business Administra- 


tion; author Investment Turkey; staff member the Center for Middle 
Eastern Studies, Harvard University. 
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zation and urbanization processes, long thought many western 
omists and sociologists indissolubly married. Yet the sheer 
investment required effecting urbanization this scale and speed 
not mention the enormous organizational difficulties 
adequate urban services, makes almost mandatory that Turkey 
alternative. 

The economic target Turkey bring the country within the 
range the industrial states the West terms productivity and 
standard living within meaningful time. The Turks will buy 
economic development program that commits them perpetual eco. 
nomic inferiority the industrial West. 

Turkey’s problems quite naturally tempt government that 
responsive national interests exercise greater and greater control 
first over foreign trade and foreign exchange, then over prices and 
distribution critical commodities, then over the direction capital 
flow, then over the sale urban real estate, and finally over the 
ment people from country city. 

The development Turkey and, one suspects, many the 
presently underdeveloped cannot slowed down and 
shoved into the strait jacket western economic evolutionary theory; 
the people will not wait. economic and political liberalism cannot 
generate and sustain development promising eventual equality with 
the industrial states, the people involved will turn increasingly stat- 
ism and authoritarianism and, the final analysis, totalitarianism. 

Right now, democratic Turkey has every appearance drifting 
rapidly back into authoritarian government after brave and desperate 
attempt liberalism. 

But there another alternative which have given very in- 
adequate attention. Reference not made stepped-up govern- 
ment assistance, but rather international private investment capi- 
tal, management, and technique scale hitherto unknown. The 
Turks are much more inclined favor large-scale private foreign 
vestment over large-scale government foreign investment. 

Private investment cannot entirely supplant U.S. government aid. 
But government aid continue its present level more effort 
should directed the provision flow raw material com- 
ponent parts feed industries located the countries receiving as- 
sistance, than the shipment finished goods. 

Americans are the ones who have the capital and the manage- 
rial skills which can perhaps help the Turks cast off their economic 
shackles. The willingness and ability American business operate 
these areas scale hitherto unknown may well decisive 
determining whether shall live liberal totalitarian world. 

Our challenge not much effect immediate change for- 
eign investment climates, but make private international busines 
more viable institution that becomes workable alternative 
totalitarian development countries such Turkey. 
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Hospital Administration, Vol. No. Winter 1957, pp. 5-21. 


With the progressive institutionalization modern life, speeded 
galloping technology, even scientists have come realize that 
administration the most difficult and challenging all the voca- 
tional pursuits. 

Because technology must mastered, the need for administrators 
growing. this growing army comes possess the qualities that 
are needed unified and balanced personalities, intellectual and hu- 
man relations skills would also benefit the mental health the 
nation and the soundness our institutions. What administrators 
need know they are respond this challenge? 

The maximum challenge growth response change. Ad- 
ministration constant struggle and constant impetus keep pace 
with change. The ultimate test is, “Do you satisfy the consumer?” 
you not, someone else will. Not only external change impor- 
tant, but institutions exhibit different problems and different behavioral 
patterns successive stages their growth. need more precise 
knowledge what expect various stages. Finally, the manager 
must innovator. innovation mean the deliberate and 
thoughtful introduction new and better services, plus improved 
method. 

Since change constant, the definition and re-definition 
program objectives foremost responsibility. The modern idea 
speak “management objectives.” other words, let the man- 
ager secure willing and superior responses from his subordinates 
making the objectives clear them, laying out plainly what each 
part the program do, and then letting the subordinate work out 
his own methods. The three stages formulating objectives are: 
(1) select the target for the enterprise whole; (2) show each 
department head how his objectives fit with the target; (3) trans- 
late departmental objectives into personal work assignments. 

involving struggle and competition, and acutely developed sense 
timing. Administrators must possess many the best qualities the 
successful politician. They like the sense struggle, the rough-and- 
tumble pressure group competitions, the unforeseen problems, the 
chance use one’s entire being working for objectives that are 
dear one’s heart. Strategy analyzing needs and opportunities and 
putting alongside them resources and methods and then making 
your mind. Tactics like strategy except that one episode 
longer drama. The strategist and tactician successful only long 


*Professor and head the Department Government, New York Univer- 
sity; address delivered the 22nd Annual Meeting the American College 
Hospital Administrators the Arthur Backmeyer Memorial Address, 
Cleveland, Ohio, September 16, 1956. 
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has the right character honesty, serenity, altruism, considera. 
tion for others. One more skill which essential sense 

The administrator one who excels shaping interests 
values such way that there comes close 
between the aims the institution and the individuals who work for 
Ordway Tead The Art Administration explains that human 
beings have two-way interest: their integrity selfhood and 
their effective relation their total surroundings. they can find 
their integrity and their selfhood their work they are much happier 
than they must live two separate worlds. The fourth great 
lenge the administrator provide the means for effecting this inte. 
gration. His job lift the average pressing the potential 
every man. 

The administrator organizes secure individual growth and 
group cohesion. The goal the administrator see that the enter- 
prise is, reality well theory, only one organization, and 
does this emphasizing spirit, social cohesion, common citizenship, 
individual self-determination, and growth. How are effect 
common citizenship? concentrating common objectives instead 
professional labels. Concentration common goals and the 
division labor and the dignity attached each part the con- 
tribution acts great solvent friction. 

The final test organization theory whether assists the top 
administrator develop the whole man when dealing with his sub- 
ordinates. Recently, reaction against excessive specialization has set 
in; the attempt reverse the trend taking positive measures as- 
suring broader competence. 

The philosophy advocated here has hope working all 
unless can something about developing people who are broad 
and human and balanced. administrators can good deal 
about that problem. are first and foremost teachers. can 
much inspire men and fructify their energies the inspired 
instructor the classroom. order achieve this must focus 
our attention the whole our way life, including the influence 
home and religion. 
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